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JNEPI Final Report

I nception of INEPI

It is unusud for donors and humanitarian aid agencies to begin preparations monthsin
advance for amgor rdief effort. In the case of Iraqg, long before military operations
commenced on 20 March 2003, there was a sense that military action was inevitable.
There was time to prepare. It was, therefore, abold initiative for a donor to fund a
short-term project with the specific objective of preparing NGOs for amagjor relief
effort in Irag. A mechanism to try and coordinate information flow between mgor
NGOs was being tried and tested; and in the future such coordination attempts may
take place again. The INEPI project can serve asamode for such future endeavors.

It may have been optimigtic to believe that NGOs preparing for the expected
humanitarian crissin Iraq would be willing to be coordinated by an unknown entity.
It became clear early on that a shift away from the origina coordination/assessment
role of INEPI towards a more support-oriented role would be required. Operational
support and information services were provided to alarge number of NGOs, who
vaued this service,

Timing of the Grant

In hindsight it would have been preferable if INEPI had started and finished later. The
activities INEP!I was able to undertake in Jordan and Kuwait in the earlier months
(January, February) preceding the conflict were of some, but limited, apped. INEPI
did not conduct its own assessments and clearly its strength was in the area of
information provision and support. As the war started and NGO were more in need of
real-time information, the pace of demands on INEPI staff time increased markedly.
By thetime INEP established its reputation independent of the five implementing
agencies and built up credibility within the humanitarian community with its services
and products, the operationa phase of the grant was nearly over.

To INEPI staff, the difference in the attitude towards INEP! between Ammantbased
and Kuwait-based NGO saff was conspicuous, even when these staff were from the
same agency. Of the agencies assembling outside Iraqg, the NGOs based in Kuwait
were the first to become operationd inside Irag. The Kuwait-based NGOs readily
hel ped themsealves to the services offered by INEPI, seeing INEP! services as vaue-
added to their individud capacities. Kuwait was dso more of an unknown entity when
it came to NGO regulations; therefore INEPI filled arole in compiling this
information and making it available to incoming organizations. In Amman, until

NGOs became operationd in Irag, much energy was spent agonizing about the
legitimacy of the imminent codition action and whether or not to dedl with

“bdligerent parties’ to the conflict and their funding.

In April 2003, with thefdl of Baghdad and the end of the war, the focus among
humanitarian agencies in Amman quickly centered on Baghdad. JNEPI’s moveto
Baghdad was delayed due to security reasons and the fact that the implementing



partners could not agree on appropriate timing for INEP!I staff to enter. This harmed
JINEP!’s credibility and reduced its utility. Thiswas partly redressed by the very
positive outcomes of the INEPI mission to Baghdad, Basraand Erbil & the end of
May and early June, and the formidable reporting network established by the
Information Officer. Very red assstance was provided in a short period of time, for
example, financid support to Telecommunications Sans Frontieres (TSF) and the
Nationa Coordination Committee for Irag (NCCI) and the issuance of maps, sitreps,
and the Iraq country fact sheet. This brought home to NGOs the essentid and
fundamenta role INEPI could have played in Baghdad hel ping NGOs become
operational quickly, if it had gone into Iraq earlier and stayed longer. Far more
information was forthcoming and needed when the NGO community began operating
in an insecure and largely unknown environment.

Per ceptions of INEPI

There was initid misunderstanding of INEP!’ s role among the NGO community,
specificaly in Amman, where severa NGOs began to congregate in early 2003 in
preparation for humanitarian operations. This was due mainly to early statements
referring to a coordination role for which INEPI had no mandate from the NGO
community. Thiswould in any case have been very difficult and infringed upon the
domain of established agencies. Another common misconception was that INEPl was
attempting to usurp OCHA. However as INEPI became operationd and offered
services of use to the community, such asinitid CBRNE training held in February
2003, opinions regarding its utility began to change.

Theinitid negative perceptions of INEPI due to its funding source was important
initidly asthe project was attempting to establish credibility among NGOsin
Amman. Debate over the source of funding dissipated with the passage of time but
never completely disappeared. Aslate as June 2003, when INEPI proposed granting
fundsto NCCl, there was heated debate centering on the issue of NCCI accepting
funding from a bdligerent party to a conflict. Thiswas led by asmdl, but voca group
of mainly French NGOs. An effective NGO preparedness initiative must have a
diversfied funding source with amgority of its funding derived from a donor
perceived as "neutra” or non-contentious.

One of INEP!I's early and significant weaknesses was the delay in funding approval.
Thisrelates not to the timing of operations but to the ability to respond to mis-
perceptions over the role and intent of INEPI. The specter of a US-funded NGO
consortium/coordinating body hung over the growing NGO community in Amman for
over amonth. During this time, none of the five partner agencies or INEP! itself was
unable to make aforma announcement disputing the inaccurate theoriesin circuletion
or hit the ground with some solid services to win over the detractors.

Start Up | ssues

Early on, the decison was made by the Steering Committee not to co-locate INEPI
with the Save/lUS Jordan Field Office, which would have dlowed JNEPI to become
operaiond dmogt immediately. Instead, INEPI committed to alarge modern officein
Amman. A larger space was needed and it was thought that this would foster INEPI's
independent identity. As aresult, however, considerable time, efforts, and resources



were expended before INEPI became operational. The opening of the new JNEPI
office was ddayed until mid-March owing to religious holidays, snow, procurement
delays and bureaucratic procedures. This delayed the development of a number of
JNEPI products and made working conditions difficult for INEPI staff.

JINEPI ordered a server that was to work in combination with aLAN system and a
leased line. In Jordan, aleased line usudly takes four to Six weeks for gpprova by the
government and ingdlation. The fact that INEP! did not get aleased linefor so long
meant thet the networking/mailing system of the staff was very difficult for the first

two months.

Staffing

Theinitid premise for the staffing structure of INEPI was that each NGO partner
would second individuds from within their ranks; individuas tried and tested by the
respective organizations and known to bring specific skills and qudities to the team.
This plan did not end up being fulfilled. In some cases, the seconded staffers
contributed favorably to INEPI's identity and operations. In others, the results were
not so positive. Some agencies continued to have active and direct links with their
secondees, bypassing and undermining INEPI management authority. These direct
dedlings and different employment conditions were a point of friction throughout
implementation.

In addition, the profile of required saff was somewhat off the mark. INEPI might
have benefited more from individuas with experience in working in a resource center
or service-oriented business of some kind. This might have increased aff's
effectiveness and reduced team members dissatisfaction at their limited operationa
duties.

On the pogitive sde INEPI was able to recruit highly quaified and committed
Jordanian staff. They made a significant contribution to the success of the project.

M anagement — Role of the Steering Committee

From the outset, the five partner agencies each nominated one member to the project
Steering Committee. As per the original program design, “program
direction/interventions and resource alocation would flow from a consultetive
decison-making process.” In the view of the INEPI Project Manager, the Steering
Committee gpproach to the management of INEPI ended up being restrictive to
JINEPI gaff and dowed down operations. In his opinion, control of the project should
have stayed with the Project Manager and the main grantee (Save the Children) who
between them could have made the day-to-day operationd decisons. Only strategic
decisions should have been decided upon by the steering committee through monthly
meetings.

The arrangement of holding weekly Steering Committee meetings by conference call
had mixed results. In the beginning, it was of benefit to adl concerned to have the
input and experience of five independent agenciesto guide this new entity. However
astime went on and individua partner agencies became operationd in Irag, it became



vey logigicaly chelenging for Steering Committee members to connect by phone.
Some partners were not consstent or active participantsin the cdls.

At times the partners could not reach agreement on key issues, the main being

security and timing of access of INEPI gt&ff to Irag. Although each of the five
agencies had their own personnd in Irag, they could not agree on when to send INEPI
gaff in. The resulting delay in sending INEPI g&ff into Iraq greatly dowed down the
momentum that the project had built up after adow start.

Role of Assessments function

It quickly became gpparent to the five implementing partner agencies that INEPI
would not coordinate or undertake a wide range of assessmentsin a number of
regiona countries. By the time INEPI was fully staffed up and operationa, many
agencies, including the five partners, had dready conducted individuad assessmentsin
Iraq and surrounding countries. Severd of the INEPI partners made efforts to share
these assessments with the larger humanitarian aid community, either through INEPI
or viaindividud efforts. Asaresult though, the INEPI Assessment Officers' roles
became less dlearly defined, and began to focus more on logistical support and
information services.

Exit Plan

The objective of INEPI’s exit plan was to arrange to hand over as many of the key
activities of INEPI as practica to organizations that would continue to support them
in the medium term.

A grant was made to encourage and nurture the establishment of the embryonic NGO
Coordination Committee for Iragq (NCCI) as aviable body to represent the interests of
NGOsin Baghdad (and hopefully later in the whole of Irag) on such matters as:

a) Advocacy

b) Information exchange

C) Security

d) Sector coordination

The INEPI grant enabled NCCI to attract additional support from UNOHCI, ECHO
and member subscriptions. As such, NCCI' sfinancid viability is assured until the end
of 2003.

IOM took over the INEPI web site. While having a security focus, IOM agreed that it
would continue to publish information about the work of NGOs.

At the time of INEPI close-out, the UN and several NGOs expressed strong interest in
the continuation of the INEPI Sitreps but no agency was willing to take on
responsbility for the work involved. NCCI agreed to consder the possibility of taking
the task on, perhaps with support from UNOHCI.

It had origindly been intended by INEPI staff to establish a communications facility
at aJNEP! officein Baghdad. However due to INEPI’slate arrival in the city,
coupled with the fact that other NGOs were undertaking smilar ventures, INEPI



ingtead decided to fund some of the data transmission codts at the existing
Telecommunications San Frontieres (TSF) facility co-located with MDM - Greece.
JINEPI aso contributed to moving costs when TSF transferred its equipment to the
NCCI office.

40,000 1: 250,000 topographic maps for the whole of Iraq were completed by mid-
June. They were made available at UN HIC offices throughout Irag. These detailed
maps were an invauable tool for project planning purposes and security planning

The Iraq Country Fact Sheet was completed by 30 June and posted on the website. It
amed to assst NGOs with establishment of operationsin Irag.

All equipment purchased by INEPI was transported to the Save/US office in Basrafor
use on USAID projectsin Irag.

Achievements

Notwithstanding the many chalenges INEPI staff faced and overcame, avery
sgnificant contribution was made to Speeding up and assigting the operationd
effectiveness of alarge number of NGOs. A large and effective information network
was established with about 100 NGOs and numerous UN agencies, internationa
organizations, government representatives dl over the Middle Eagt, and individuas
worldwide. The main achievements are asfollows:

JNEPM training and seminars
15 trainings and seminars were attended by approximately 330 humanitarian
aid workers (see attached schedule)

JINEP! Information Services
15 gtuation reports (weekly) were produced covering NGO news, security
news and logistica information onthe whole region. Thisincluded attending
many coordination mestingsin the region and interacting with humanitarian
players from governments, UN and Internationa Organizations.
Six country fact sheets wereissued
A dynamic website with 180 pages providing quick news updates and detailed
background information useful to the humanitarian community, including St
reps, country fact sheets, maps for download, section on the "responseto Irag”
sorted by governorate, security section, meeting schedules, NGO notice board,
etc.

Services provided at the INEPI Service Center in Amman

I'T support base with NGO computer, scanner, printers, fax, photocopier.
IT and technical assstance provided to al vigtors

Free copies of CDs with training documents, assessments, maps, visaforms,
regigration forms, etc. Included are the highly vaued approximately 40,000
topographic maps (1:250'000).
Regularly updated contact list of the humanitarian community in the Middle
East, constant requests for contact details answered



Advice on specific logigicd, adminidrative, security or other issues given to
NGOs visgting the office

Answering of requests for information by e-mail and on the phone

Rules and regulations produced by a Jordanian lawyer on long term
registration procedures

Networking by putting NGOs in touch with the appropriate person to address
their issue

NGO meeting and conference room

Services provided by INEPI in Kuwait
Security training
Kuwait Handbook with logistical and regidration information for NGOs in
Kuwait
liaison with Interaction and the HOC
I'T support base with computer, printer, and photocopier

Reporting on Project Objectives

Objective 1. Strengthen the coordination of NGO assessment and planning
activities in the region.

As described earlier in the report, as INEPI became operationa in Amman, it became
clear that NGOs on the ground were resistant to the idea of ther activities being
coordinated by a short-term unknown project entity. Individua members of the INEPI
project had aso by thistime begun to carry out assessments both in Irag and
surrounding countries. These assessments were by and large given to INEPI as
reference documents and for distribution as appropriate.

INEPI g&ff aso came to the conclusion that the strength of the organization was not
in becoming operationa and carrying out its own assessments. Rather it found it niche
in the provison of information and support services to the NGO community in Jordan
and Kuwait.

Objective 2. Provide a coherent point of contact for inter-agency communication
and liaison.

Before, during and immediately after the war the service centers of INEPI (the office
in Amman and contact point in Kuwait) were actively used by NGOs. Once the
sarvice platform in Amman was operationa, a constant stream of NGOs passed
through the office, seeking information and aso a means to network with other NGOs
in Amman. The Information Officer spent at least 50% of her time responding to
requests for information by NGOs, and received 250 requestsby email. TheIT
consultant spent 30% of histime supporting NGO saff that cameto use I T facilities
(the NGO computer, scanner, color printer, fax, and copier). The NGO computer was
in use by guests mogt of the time. The office maintained an accurate contact ligt of dl
NGO gaff. It isestimated that of the 90 NGOs that traveled through Amman by April
2003, 85 visited the INEPI premises at least once.



During the pre-war phase, NGOs showed a strong interest in the training courses
offered by JINEPI. The CBRNE training in particular generated a large audience, not
only due to the fact that it was atimely subject but also due to the good timing. The
later in time that INEPI offered courses, the more that NGOs were taken up by
pressng dutiesin their efforts to become operationd. These training courses did serve
to bresk theice with NGOs that were critical of INEPI. They not only served the
humanitarian community (including UN staff), they aso gave INEP! a broad contact
and “customer bass” from which to operate. In total, 330 NGO staff attended INEPI
traning courses.

Objective 3. Improve information sharing and regular reporting within the NGO
community.

INEPI’ s grestest accomplishments were in the area of information sharing among the
NGO community and beyond. Before and during the war, NGOs were very interested
inlogigticad information such as regigtration procedures in the countries surrounding
Iraq, import and transit taxes, warehouses, etc. Since the procedures changed on a
weekly basis and were complicated (e.g. registration proceduresin Jordan, visasto
Kuwait, access to Syria) the weekly INEPI Sitrep was awiddy read document. The
JINEP Information Officer recaived requests for information from around the world
(more than 40 countries) and asked to be added to the mailing list. Several NGO aff
commented that alarge part of thisinformation was availablein generd but not
compiled in such a concise and understandable manner. By mid-June the INEPI
Sitrep mailing list had grown to 530 addresses, approximately 200 more than at the
end of April.

The INEP! “country fact sheets’ including information about practica set-up and
operationd issued in Jordan, Kuwait, Syria, Iran and Turkey were of greet interest to
NGOs during the preparation phase. The country fact sheets facilitated fast and easy
access to information. Unfortunately, due to regular turnover of secondees staff to
JINEPI, there was a ddlay in issuing the fact sheets and they were only finaized by the
end of April.

The INEPI website www.jnepi.org.jo was launched at the end of April and contained
awide variety of information ussful to NGOs — sitreps, country fact sheets, maps for
download, meeting schedules, training documents, a security site, and an NGO notice
board. The particular strength of the website was the fact that it was dynamic (versus
more web pages that are gatic). This, combined with the fact that INEPI had two staff
who were skilled in web publishing meant that INEP! could publish new documents
on the webgte within minutes while other NGO sitesin the Middle East tended to
update their information within atime span of two weeks. 100 users signed up to the
INEP!I webste within one week of its existence. By mid-June, people from 36
countries had registered as users of the site. Not only did NGO gtaff browse the
information available, staff of the UN, international and nationa contractors,

scientific bodies, consultants, and Embassies dso registered on the Site.




Figuresillustrating interest of NGOsin JNEPI products as of mid-June 2003

number of NGOs that INEPI staff networked with approx. 100
number of people receiving INEP! Sitrep approx. 530
number of people registered on INEPI website approx. 250
Total number of hits on INEPI website 130,000
number of web pages published 180

number of info. requests answered by email by Info. Officer approx. 250
number of info, requests answered by email by dl staff approx. 400
number of people who attended a INEPI training event 330

Objective 4. Enable consortium members to establish adequate contingency
staffing, systems, and resources in the region.

Each of the five implementing partners of INEPI found redl vaue-added in having
JNEP! bridge funding in order to establish a presence in new countries, begin
operations, purchase supplies, and conduct assessments. An individua report from
each agency detalling its use of bridge fundsfollows.




INTERNATIONAL MEDICAL CORPS (IMC)

|. OVERVIEW/ SUMMARY

In March 2003 codition forces entered Iraqg, forcing an end to the rule of the Ba athist
regime. The resulting conditions for the Iragi population after the Iraq war was much
different than what had been speculated in the months leading up to the conflict. The
acute humanitarian criss did not materidize as anticipated. The assumed high influx
of refugees spilling over into neighboring Kuwait, Jordan and Turkey and the
projected degree of internd displacement due to the military campaign by codition
forcessmply did not transpire. Asaresult, emergency preparedness efforts were
ultimately applied not towards responding to emergency humanitarian needs due to
military action and forced population movement but rether to humanitarian needs
resulting from increased civil insecurity, looting and years of neglect, isolation and
oppression.

The Joint NGO Emergency Preparedness Initiative was established to provide
“criticaly needed support and guidance to NGO preparedness efforts throughout the
region” in order to expedite and incresse effectiveness of humanitarian response
effortsin Irag. The efforts of organizationsto set up operationsin light of an ensuing
emergency, rather than responding to an occurring disaster, afforded them the ability
to preposition staff and equipment around the region, facilitating a rapid response
mechanism preventing the logistic delays associated with the increased morbidity and
mortality of previous relief contexts. In light of the unanticipated post-war Stuation,
JNEPI provided relief agencies with information facilitating appropriate and
expeditious response to emergency needs while infrastructure supporting essential
basic human services (i.e. hedth, water, sanitation, food and nutrition) was being
reestablished.

Prior to the war in Iraq, supplies and equipment were pre-positioned and planning
teams were placed in Jordan, Kuwait and Turkey. Team members engaged in various
logigtical and andyticdl tasks, including the identification of vulnerable populations,
coordinating with other relief agencies, and resource planning. IMC representatives
visited Baghdad to assess prevailing health conditions. Such assessments provided
vauable information, which IMC shared with representatives from other aid groupsin
the region by way of INEP!I.

Asareault of these early efforts, IMC is operationd in 13 Governorates in the North,
Centrd, and Southern Irag, delivering supplies (i.e. oxygen and chronic disease
medicines) and equipment, conducting minor rehabilitation of hedth facilities,
providing refresher training for physicians and nurses and direct specidist
consultancy, restoring and improving access to water and sanitation and offering
hedlth education for affected communities.

. JNEPI Expected Results

1. Strengthen coordination of NGO assessment and planning activitiesin the

region.
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The primary purpose of INEPI wasto serve asafocal point for inter-agency
communication within the internationd NGO community active in and around the
Middle East region. It was expected that INEPI would fadilitate much improved
coordination and communication among NGOs leading up to and throughout the
initia response to the emergency developmentsin Irag. 1t was hoped that by serving
as an information clearinghouse, INEPI would aso help to streamline other NGO
interactions, including those with host government authorities, the United Nations,
and donors such as the U.S. Agency for Internationad Development (USAID), Office
of U.S. Foreign Disaster Assstance (OFDA). The previous experience of thefive
consortium member organizations was to provide leedership and direction for the
foresaid efforts.

IMC' s dispatched personnel met and coordinated with relevant stakeholdersin
Turkey, Jordan and Kuwait in preparation for entry into Irag. IMC medicd, logistic
and security experts examined existing capacities to respond to emergency and
longer-term health care needs, discussed security issues and organized systems for
possible coordinated efforts and reported findings back to INEPI.

In Ankara, Turkey IMC' s Medical Coordinator met with locd and internationa

NGOs (IMC worked very closely with IRC on cross-border operations), the Ministry
of Foreign Affairs, UNHCR, UNICEF and participated in bilateral meetings with
DART teams. Meeting discussions were centered on developing responses to possible
population movements into Turkey from northern Irag. Preparations for the potential
use of biochemica wegpons againg civilian populations were aso discussed.

Feedback with specific documentation needed for the registration was shared with
JNEPM in order to facilitate movements of interested NGOs in Turkey.

In Amman, Jordan, IMC's Logigtics and Operations Speciadist attended meetings with
UNOCHA, UNHCR, UNICEF, MoH and other NGO coordination mesetings. IMC
worked closdly with Jordanian Red Crescent Society; exploring appropriate responses
to the potentid influx of refugees and Third Country Nationas (TCNs) into Jordan.
IMC dso conducted, through INEPI, a series of training for NGO participants and
partners on CBRNE (chemicd, biologicd, radiologicd, nuclear and high yield
explosves) in Amman. In collaboration with the University of Cdifornia, Los

Angdes (UCLA) IMC developed a CBRN (chemicd, biologicd, radiologica &
nuclear) CD-ROM training materid for field practitioners facing possible exposure to
weapons of mass destruction. JINEPI distributed the CD-ROM training materidsto
al participating and interested aid agencies. INEPI hosted an awvarenesstraining in
Amman in the beginning of March. Over 100 NGO gaff from severd countriesin the
region attended.

In Kuwait, IMC's Logigtics Specidist attended HOC, UNICEF, WHO, USAID, DfID,
NGO coordinating mesetings. IMC conveyed information to INEPI on the registration
process for Kuwait, as well asfor the HOC. Security and logigtic issues were

discussed and closdly planned with US and British military personnel. IMC took the
lead in WHO hedlth coordination meetings, IMC was chosen to participatein a
committee especialy committed to handling possible outbreaks/disease surveillance.

IMC representatives made initia visits to Baghdad in 20 February 2003 to assess
prevailing heath conditions. The trip provided vauable informeation, which IMC



shared with representatives from 15 other aid groups in the region as well as OFDA.
The briefing by IMC, which was organized by INEPI, was indicative of the
heightened leve of coordination among those preparing for the possibility of alarge-
scae hedth emergency in Irag, particularly Non-Governmenta Organizetions
(NGOs).

2. Edablished coherent NGO point of contact for inter-agency
communication and liaison.

IMC seconded an expatriate logistics officer to the INEPI team in Amman. The
Logigtics Officer helped INEPI in identifying new office space, furniture, equipment
and services. He dso organized the CBRNE training, the briefing on Iraq after IMC's
pre-war mission to Baghdad and coordinated with the United Nations Joint Logistics
Centere (UNJLC). He dso attended coordination meetings on behdf of INEPI. In
March, IMC's expatriate Logistics Officer was replaced by anationd staff who
continued providing the needed support.

3. Improved information sharing and regular reporting within the NGO
community.

IMC shared assessment reports and logigtics information with and through INEPI at
intermittent periods through out the duration of the program. This information was
further disseminated through the INEPI and HIC websites.

IMC aso shared information about registration, donors, NGOs and cross border
operationsin Turkey. IMC shared the outcome of its discussons with UNHCR,
OFDA-DART and the Turkish Minigtry of Foreign Affairs.

In Kuwait, IMC shared information about registration with the Government and the
Humanitarian Operations Center (HOC). IMC attended and participated in the
different coordination meetings as well asthe daily briefing a the HOC. Since IMC
was the first agency to enter Southern Irag, it shared findings with INEPI, other
NGOs, OFDA-DART and UN agencies.

IMC was dso one the first agencies to enter Baghdad and informeation was shared
with INEP in Amman and Kuwait on the Situation in Baghdad and the possibility of
edtablishing officesin the Capitd. IMC congtantly attended the weekly Steering
Committee conference cdls.

4. Consortium membersenabled to establish adequate contingency staffing,
systems, and resourcesin theregion around Iraq with the provision of
bridge funding.

JNEPI Bridge funds placed IMC in aposition to rapidly deploy essentia and
emergency medicines and supplies dong with teams of hedth professondsinto Irag
upon clearance from the codition forces. In dl areasvigted in theinitia Stages of the
humanitarian intervention, IMC conducted assessments of hedth facilities, including:
medica supply, warehousing, hospitas, laboratories and primary hedlth care
facilities. Rapid Assessments were carried out in: Umm Qasr, Zubar, Rumelah, Ad-
Dair, Al-Qurnah, Al-Amarah, Al-Kut, Hillah, Baghdad, Diyaa, Anbar, Arbil,



Sulaymaniyah, Kirkuk and Mosul. Some additiona accomplishments relating to
bridge fundsinclude:

JNEPI funds played an essentid role alowing IMC to pre-position medica

supplies, worth in excess $4,000,000, in Kuwait and Amman. To date al these

supplies have been delivered to the Al Nasiriyah Centra Drugs Warehouse
and Al Kut Centra Drugs Warehouse of the Iragi Ministry of Hedlth.

IMC wasthefirst NGO to enter Iraq and go into Nasriyah, conducting ajoint
assessment and developing plans to respond to an urgent diarrhea outbreak in
the province of Thi-Qar. Nasiriyah hospitds had run out of Metronidazole and
IMC delivered 80,000 tablets, in addition to 25,000 sachets of ORS.

IMC delivered pharmaceuticals and supplies worth in excess of $8,000,000
directly to hedth facilities and through the central and the regiond ditribution
systems covering gpproximatdy 6 hospitals and 33 clinicsin Thi-Qar, 1
hospitd and 4 clinicsin Missan, 1 hospitd in Wast, and 3 hospitds in Basrah.

IMC was able (and continues) to support the health care service, in the
governorates of Basrah, Erbil, Ninewa, Tameem, Baghdad, Thi-Qar, Maysan,
and Wasit with an gpproximate combined population of 13 million people.
(1997 consensus figures used).

I, Comments and feedback on indicators including data when possible,

While INEP!I served as an important pilot project giving vauable lessons for future
emergency preparedness endeavors, there are a number of areasin which future
projects should be modified to enhance the potential benefits and outputs. To begin
no matter how much preparation is done prior to an impending emergency, it should
be recognized that the scope and breadth of such events are till difficult to predict.
As such, it isimportant that future preparedness planning should be dynamic,
streamlined, and above dl focused to facilitate the Stuation a hand. The overdl
impact of the INEPI initiative was weakened by two sgnificant condraints:

1. European NGOs perceived it as funded by a“beligerent” government and went
out of their way to not cooperate;

2. The project manager that was specifically hired to head up the initiative had not
had any experience of a complex emergency initsrapid onset phase and no
experience of working with the military in a humanitarian context.

The INEPI consortium included extensive prior experience in technical knowledge,
management, leadership, logistic support, etc, yet it seemed to lack decisionmeaking
capacity at thefield level. Upon operationd startup, it was observed that the
authorization of various decision-making committees encumbered the relatively
sample activities necessary for program startup. IMC recommends that future
efforts should try to empower such processes a thefield levd. The Inter- Agency
Steering Committee suffered from becoming entrenched in policy and planning
decisons while implementing agencies needed to rapidly respond to urgent
community needs.
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Another area, which isimportant to look at for future preparedness efforts, is how
the directives of INEPI shifted from coordination, to facilitation and information
sharing. The disagreement from some organizations over the role INEPI was to
play as an overdl coordinating body for NGO’ s operating in the region resulted in
an interim shift in focus and activities. Severd NGOs began to bak at theideaof a
body funded by one donor was to hold influence over the coordination of al
partners. INEPI was viewed |ess as a coordinating body, and became relegated to
one of information dissemination. This status was not consdered a total 10ss,
however it limited the consortium from completdly fulfilling its origind mandate. It
appears that this problem would not necessarily be limited to Iraq or the surrounding
region if such preparatory bodies were needed in the future. One possible solution
is multi-donor funds could be secured, ensuring equa representation of donor
interests are represented.

V.  Other

Significant Changes in the Operationd Environment

Rehahilitating the hedth care system for proper epidemiologica surveillance and
the updating skills of hedth professonds are prominent issues that have emerged
from assessments carried out upon entering Irag. Efforts in southern Irag to
strengthen disease surveillance, procure cholera diagnostic kits, and provide water
and sanitation community education prepared communities to cope with the
additional morbidity from diarrheal diseases. IMC aso worked with WHO and the
centrd laboratory in Basrah to improve disease surveillance in the southern
governorates. IMC found that direct trauma care interventions were not essentia
because Iragi doctors had the competency to respond to the caseload presented.
Needed mogt, were medica supplies and equipment, minor structurd rehabilitation
and consultant support. Aslragi hedth workers have been isolated from the global
medica community for 12 years, thereisadire need of new medica equipment and
technical and specidty training. IMC facilitated these needs by providing trauma
medicines in Zubar, Umm Qasr, Nasriyah and Al Qurnah and conducted refresher-
training courses for physicians and nurses.

Additionaly, IMC did not deploy emergency response staff from its regiona bases
to conflict Sites, as earlier planned, because the security Situation did not allow for
any such deployment to take place. NGOs were smply not dlowed in Iragi regions
bordering Kuwait, Jordan and Turkey because of military activities. IMC wasthe
first NGO to deploy teams to perform rapid assessments of PHC facilitiesin Iraqg
(first team entered March 30™).
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INTERNATIONAL RESCUE COMMITTEE (IRC)

The Internationa Rescue Committee was a member of the joint NGOs preparedness
initigtive (JINEPI), an OFDA-funded project that dso involved Save the Children
(SCIUS) asaprime, in addition to International Medica Corps (IMC), Mercy Corps
(MC), and World Vison (WV). The project’sinitia objective was to enhance the
ability of International NGOs to coordinate, prepare for and response to urgent
humanitarian needs resulting from a conflict in Irag. The following sections represent
IRC’ s contribution to the find report.

1. IRC Start up and Operations Processin Iraq

In 2003, the International Rescue Committee (IRC) had the rare opportunity to
prepare in advance for aresponse to what was anticipated to be a humanitarian
emergency in lrag. Although events did not reach crisis proportions, IRC gained
access to the country in early April and continues to operate programs inside the
country to date. INEP! did pogtively affect such early planning and coordination with
other partnersin addressing gaps and avoiding duplication of services and activities
provided by other agencies.

In the midst of the current chaos in Irag and uncertain humanitarian Situation, IRC
established aregiond office in Amman, Jordan to support the deployment of four
emergency response teams to the region and to provide overal management of its
operation. Jordan has been chosen as the regiona hub, asit is the country with the
fewest legd obstacles for internationad NGOs, it is centrdly located within the Middle
East and it isacoordination and staging point for humanitarian organizetions,
including the UN and other international NGOs.

IRC joined the other INEPI members, such as IMC and Save/US, to be among the
first private aid organizations to enter Irag since the war began. Several IRC missons
to the cities of Umm Qasr, Basra, and Karbala revealed shortages of clean water,
sanitation and hedth care and helped to adjust IRC interventions.

Currently, IRC isimplementing emergency rdief activitiesin South/Center and
Northern Irag. IRC' s activities target the most vulnerable popul ations — displaced
people and other war affected vulnerable families. The interventions include
Environmenta Hedlth, Water and Sanitation and Primary Hedlth care.

Under OFDA funding in the North and Upper South, IRC is currently responsible for
supporting the solid waste collection system and cleaning the sawage sysem in
Kirkuk; rehabilitating the sanitation of schoolsin Ngaf and Karbaa; rehabilitating
hedth clinicsin Kirkuk, Ngaf and Karbda and training Midwifes in Karbada and
Naaf. Under USG funds, IRC is dso implementing a sub-grants intervention to
support IDPs in the 3 Kurdish governorates. In cooperation with UNICEF, the IRC
team is conducting a child assessment in Kirkuk, Ngjaf and the upper south. The
program in the north involves 5 internationals and more than 70 nationds in Erbil,
Soulimania and Kirkuk offices; and in the upper involves 2 internationa and more
than another 70 nationals in Ngaf and Karbaa. IRC's Baghdad officeisused asa
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logigtics Hub to serve as an entry and exit point to Irag, with the presence of one
internationa security advisor and severd nationd support steff.

2. INEPI Expected versus Actual Results

JINEP! provided its members with an opportunity to discuss planning during a period
of amogt four months. However, it was clear that the project’s mandate shifted
gradudly from its origind coordination role towards a supportive role that focused on
information sharing (including Stuation reports, trainings, maps, etc.) Confrontation
and differences of perspectives between INEPI member organizations (seen as US
agencies) and the European NGOs (sometimes with UN agencies like OCHA) made
the project difficult to fulfill its origind mandate.

Coor dination was d o chalenging with the other members of the NGO community.
JNEP! was seen with no mandate to “represent” or “talk” on behaf of NGOs working
in response to the Irag crigs. Further, asignificant turnover in INEP! international

staff did not help in building a credible team image of the project. Such animageis
necessary when the mandate is to promote coordination among the NGO community.

The INEPI project aso supported its members with bridge funding to prepare for an
effective response to urgent humanitarian needsin Irag. Limited portions of these
funds were designated to generate rgpid and/or full assessments that can helpin
building a knowledge base of the Iragi Situation, pre and post war. The late approval
of the project by OFDA and late delivery of INEP!I funds amplified such limitetions.

IRC would like to highlight an important contribution of INEPI in terms of
information sharing. The publication of useful maps about Irag and regular Stuation
reports which were provided encompassed a comprehensive overview of who's doing
what, when and where. The two outputs were sgnificantly successful in terms of
information dissemination.

Another achievement of INEP!I was the establishment of itsweb site. Although its
comparative advantage was to provide quick logistical and security information, this
advantage was logt as aresult of its limited number of users, due to the late start-up
and congruction of the Site. However, the late start up provided the opportunity to
utilize other sources of informetion, like www.agoodplacetostart.org, to attract more
users.

3. Feedback on specificindicators

IRC directly contributed in four of the thirteen trainings and seminars that INEMI
conducted. |RC Emergency Response Unit director, Gerry Martone, lead a one-day
workshop on Assessment Training, which was held in Amman on March 12, 2003.
Additiondly, David Heed, IRC' s security coordinator seconded to INEPI asan
assessment officer, aso conducted 3 training sessions on security in Kuwait (April 24,
2003) and Amman (May 12 and June 14, 2003).

Two IRC mission assessment reports were also shared with INEP! for further
disseminated. Thefird is an early assessment on Jordan, which provided some
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guidance on the various options available for NGO regigration. The second mission
report was focused on Turkey, which provided an update on the current access
possihilities to Northern Irag.

Interms of staffing, IRC was the first organization to gppoint afull time person to
launch INEP! on the ground in late January and February. IRC continued to back the
project with a security/assessment officer until the end of the project.

IRC co-chaired the Irag working group & InterAction meetings. Regular updates were
aso shared and discussed within the INEPI steering Committee regarding the outputs
of the Iraq working group. While there was a possibility of using thisinformation in
formulating advocacy messages, INEPI had a limited advocacy role during itslife
span, due to the difference in perspective between European and US NGOs about the
war.

4. Other

JNEPI proved to be alear ning experience for the project members. One of the
lessons learned was what we have seen as alimited but functiona coordination and
codition during the planning phase, and a collapse when NGOs become operational.

We have dso seen difficulty in the management of the project on various levels, due
to alack of coherence among the systems of the different partners. This chdlengeis
usudly overcome with a prime organization taking aleader ship role of the project,
thereby assuming full respongbility of the day-to-day management. Such leadership
was lacking.

The mode of asteering committee isastructure that works to draw the strategic
direction of the project. In the case of INEPI, thisrole has been challenged by the
geographical segregation of the committees members and the difficulty in
communication modes. Further, the leve of commitment and interest varied among
the partners, especialy once the organizations become operationa in the field.
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MERCY CORPS

Overview of Irag Response

Mercy Corps began planning for possible humanitarian operationsin Irag in
November of 2002. Between November and January, Mercy Corps staff conducted
severa assessments and fact- finding missonsin the region including visits to Jordan,
Syria, and Iran. In January of 2003, Mercy Corps began deploying personnd to the
region including severa staff either as INEPI secondees or funded out of INEPI
bridge funding.

Jordan: Inthe middle of January of 2003 Mercy Corps deployed one member of its
Globa Emergency Operations (GEO) team to Jordan (funded via INEPI bridge
funding). In addition, one Mercy Corps staff member was seconded directly to INEPI
as an assessment officer in Jordan in January and this was further supplemented by
another INEPI assessment officer seconded in February.

Kuwait: After theinitid assessmentsin Jordan, Mercy Corps established itsmain
base of operationsin Kuwait City, Kuwait in February. The Mercy Corps Kuwait
office began working with UNHCR, USAID, and other international NGOs on
contingency plans for an influx of refugeesinto Kuwait.

Irag: In February Mercy Corps seconded a members of its GEO team to Peace
Winds Japan’s U.S. Department of State-funded program to assst internaly displaced
personsin Northern Irag. This secondee worked with Peace Winds Japan to develop
contingency plans for new displacements in Northern Irag and established mobile

water and sanitation teams to meet current |DP needs and possible future needs. In
addition, amember of Mercy Corps Lebanon program conducted severa assessments
ingde of southern Iraq during February and early March.

Turkey: InMarch Mercy Corps placed one of its staff member in Turkey to collect
important information related humanitarian logigtics and trans-border operations.
Mercy Corpsjoined others to request Turkish Govt to open the humanitarian corridor
to provided needed emergency support to the refugees and IDPs as aresult of
potential war. Also, Mercy Corps closaly worked with OFDA in Turkey to prepare
the humanitarian assstance program in case of an outflow of refugees from Northern

Irag.

Iran: Alsoin February, Mercy Corps (usng INEPI bridge funding) deployed an
assessment officer to the Idamic Republic of Iran to work with Peace Winds Japan,
UNHCR, and the Government of Iran on contingency plans for an influx of refugees.

When hodtilities did commence on March 20, 2003 Mercy Corps had three members
of its GEO team in Kuwait (one of whom was funded by JNEP!), two INEPI
Secondees in Jordan, one assessment officer in Iran (funded by INEP1), one staff
member in Northern Irag, and one staff member in Turkey. Based upon its regiona
assessments and coordination with [0s, NGOs, and donors, Mercy Corps decided to
focusits activitiesin three geographic areas. 1) South Centra Irag; 2) Northern Iraq;
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and 3) Iran and to concentrate on four sectoral areasin Iraq (water and sanitation,
digtribution of food and non-food items, emergency shelter, and emergency hedth)
and one sectord areain Iran (distribution of supplementary non-food items). These
gaff and the materids they were able to prepare led to rapid implementation of
USAID/OFDA and other donor-funded programs in both southern and northern Iraq

JNEPI Expected Results

1. Strengthen coordination of NGO assessment and planning activitiesin the
region

The INEP! project due to funding and then staffing delays did take sometime to
establish itsdf as alegitimate point of NGO assessment and planning activities. Due
to aweak UN structure and mandate initialy INEPI was looked at as a pardléel
coordination structure that was dominated by American NGOs. Once it became clear
that INEPI was not intended to replace but rather supplement and complement the
normal UN structures (UNOCHA, UNOCHI, UNICEF, UNHCR, €tc...) and that
INEP! had services to offer to dl of the humanitarian community, other agencies
began working more closdly with INEPI.  Whileinitidly it was focused on the NGO
community in Jordan and provided little benefit to the NGOsin Kuwait or other
locations, INEPI did succeed in eventudly expanding into Kuwait and later Baghdad.
It was in Kuwait thet INEPI had its biggest impact in supporting CBRN training,
security training, and serving as a catdyd for information sharing and other activities.

2. Egablish coherent NGO point of contact for inter-agency communication and
liaison

As stated above, once it became clear that INEPI was a service provision agency to
that could provide information on previous assessments and up to date information
(including logigtics, communication, banking, loca laws, regigration, procurement,
etc..) humanitarian actors began seeing INEPI as aresource for the entire community.
In addition, severd of the NGOs who participated in INEPI, worked together to lobby
the Turkish government to alow increased accessto Northern Irag via Turkey. This
and pressure from other sources, eventudly enabled the humanitarian community to
position gaff and resources in northern Irag for humanitarian programs.

3. Improved Information sharing and regular reporting within the NGO
Community

The INEPI website and its reports (both INEPI reports and INEPI member reports)
were widdy disseminated throughout the humanitarian community in the region. In
addition the Chemicd, Biological, Nuclear, and Radiologicd training that INEPI
fecilitated were wdll received in both Jordan and Kuwait as few agencies previoudy
had access to these trainings.

4. Consortium Members enabled to establish adequate contingency staffing,
systems and resources in the region around Irag with provision of bridge
funding.
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The provision of bridge funding provided an excdlent platform for establishing
contingency staffing, systems, and resourcesin Jordan, Kuwait, and Iran. Using the
bridge funding, Mercy Corps deployed a member of the GEO team to Amman, Jordan
in January of 2003. This person participated in coordination and policy meetingsin
both Amman and in Lebanon including water and sanitation contingency planning
and other humanitarian-related topics. In February this same person deployed to
Kuwait and established the Mercy Corps office there (co-located with Save the
Children US). Using the Kuwait office as the main base of regiona operations,
Mercy Corps moved over 25 expatriate staff members through Kuwait into Irag
between March 1% and June 15. The staff moving via Kuwait, proved critica to the
rapid start of the USAID/OFDA-funded program operations in south centrd Iraqg,
which led directly to over $2.5 million in programming between April-July.

In February, Mercy Corps used the bridge funding to deploy an assessment officer to
Iran. Working in collaboration with Peace Winds Japan this assessment officer
established aMercy Corps office in Tehran and conducted severa logistics and
programmatic assessments between February and May. In February, the assessment
officer conducted a one-day assessment of the Kermanshah border crossing area
looking & the warehousing, transport, and communication facilitiesin the area. From
March 8-9 at the invitation of the Iranian Government the assessment officer
participated in ajoint assessment (with eight other internationa organizations) to
as=ss elght current and potentid refugee camp Sites including ther existing and
needed infrastructure. Based upon these assessments and meetings with UNHCR and
the Iranian Government, Mercy Corps worked with Peace Winds Japan to develop a
non-food item (NFI) distribution program to fill ggpsin the UNHCR's NFI pipdine.
Buckets, Soap, and sanitary napkins were procured for a potential caseload of 270,000
refugees. Note: When the anticipated outflow of refugees did not occur, these items
were |ater distributed to old casdload refugees from Iraq who had been displaced
during previous conflictsin Iraqg.

In May, Mercy Corps also conducted an assessment of the two largest refugee camps
in southwestern Irag. This marked the first time in three years that any internationa
agency had gained access to these camps. Based upon this assessment Mercy Corps
has submitted a proposal to USDOSBPRM to support health and hygiene promotion
within the refugee camps in southwestern Iran and to improve critical socia
infrastructure insde of Iraq to areas where refugees intend to return.

Mercy Corps presencein Iran was aso criticd in assgting in the placement of staff
into and out of Northern Irag at atime when few if any other options were available.
Through its relations with the Iranian government, Mercy Corps was ableto assst in
the trangit of four expatriate staff membersinto and out of Northern Irag. All of these
gaff members were critical in the rapid implementation of later USAID/OFDA
funded activitiesin Northern Irag, including four water and sanitation project and one
meaterid ad digtribution.

Comments and Feedback on Indicators

Asoutlined in Richard Harman' s fina report, despite the chalenges, INEM! did
provided sgnificant servicesto alarge segment of the humanitarian community in the
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region. JNEPI facilitated 15 trainings with over 330 participants, published 15
Stuation reports and Six country fact sheets, and created of aweb-ste with over 180
pages of information and updates. JINEPI aso provided the humanitarian community
with access to computers, scanners, printers, copiers, and fax; CDs with maps,
regidration information, visaforms, and training materids, regularly updated lists of
NGO contacts throughout the region; and a Kuwaiti handbook with useful
information on logigtics for NGOs in Kuwait.

Once up and fully running INEP! did provide agood organizetion for providing
information out to the wider humanitarian community, however, internd information
sharing between the INEP! partners till proved difficult at times. 1n addition,
athough joint assessments was used as an indicator it was not until April that INEPI
members realy began taking about or planning for joint assessments and by thistime
most agencies had dready entered Irag.

Other Comments

Overall the concept of the INEPI was a good idea however in practica termsit was
dill adifficult project to implement. Theinitid delay in funding, the mixed messages
about what INEP! was, the reliance on a single donor, and the perception of INEPI
being an American organization were chalenges that in the future can be avoided or
mitigated. In addition, while some of the participating NGOs within INEPI appeared
to fully support the project others gppeared uninterested init. Thisled to the posting
of lessthan qudified gaff or long stretches without saff from certain organizations.
This meant that the project did not have the maximum impact possible.
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SAVE THE CHILDREN

Regional Preparedness Planning

Save the Children (SC) began planning for a possible humanitarian responsein Iraq
and surrounding countries in October 2002. Together with its partner agency SC/UK,
the agency began preparations in order to be able to respond to an emergency from al
countries neighboring Irag, as well asto be able to implement emergency response
operations within countries in the region.

Irag: In January 2003 SC sent two staff to Irag, with an OFAC license, in order to
conduct an assessment of the humanitarian Situation and to establish contacts with UN
agencies, the Iragi Red Crescent, and various other groups.

Jordan: In November 2002 SC held an Emergency Preparedness and Response
Training for regional SC gaff aswell as staff from Jordanian partner NGOs. This
training served as a va uable team:-building exercise for gaff that would eventudly be
involved in Iraq operations, aswdl asimparted sgnificant emergency programming
skills, security management, and logistical issues such as the protocol and use of radio
equipment.

From November 2002 until the outbresk of war the SC Jordan Field Office continued
to engage in discussions with UNHCR for possible programs (camp management,
community services, hedth) in refugee camps.

The SC Jordan Fidld Office dso asssted in the start-up of the INEPI officein

Amman. One SC staff member was seconded to INEPI to serve as Finance Manager.

The INEPI Project Manager was also hired by SC and posted to the office in Jordan.

West Bank/Gaza: In November 2002 SC staff conducted an Emergency
Preparedness Planning and Security Management workshop for the West Bank/Gaza
Feld Office. Thiswas done in an effort to equip the field office with an Emergency
Preparedness Plan thet could be used everyday but particularly in the event of a
regiona crisisthat spilled across Iraq's borders.

Turkey: In November 2002 two SC staff traveled to Turkey to conduct an assessment

of humanitarian preparations and to establish contact with the Turkish Red Crescent
and other UN agencies. In March 2003, using JINEP! bridge funding, SC posted an
Emergency Coordinator to Turkey in order to establish aformal SC presencein
preparation for refugee flows (at the time, UN estimates ranged from between
136,000 — 270,000 Iragis would seek refuge in Turkey). The Emergency Coordinator
established relationships with the Turkish Government, the UN, and the Turkish Red
Crescent. By early April, when it became apparent that there would most likely not be
an influx of refugeesinto Turkey, this saff member joined the SC/US team in

Kuwait.

Kuwait: In January 2002 SC conducted an initia assessment to Kuwait in order to
determine the feasibility of setting up operations in the country. In February 2002,
usng INEPI bridge funding, SC posted a staff member to Kuwait to set up an office,
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begin coordination with humanitarian groups, and prepare for refugee flows into
Kuwait. The SC representative in Kuwait established relationships with the Kuwaiti
government, the UN, the US Government, and other NGOs as they began to arrivein
Kuwait. SC dso pre-positioned supplies such as pre-schoal kits. SC/US was the first
NGO to set up a permanent presence in Kuwait, and as such, served as a base of
knowledge for other NGOs that followed. SC shared such information with INEPI for
digtribution to the larger INEPI network. SC/US used its base in Kuwait, which exists
until today, as alaunching pad for humanitarian operations into Southern Iraq.

Syriaand Iran — Save the Children/UK, Alliance partner of SC, assumed the lead
role in pre-postioning relief supplies and personne in these two countries. SC/UK
had a so been operationd in the Kurdish areas of Irag (hon-GOI controlled) on a
continuous basis since 1991.

Asaresault of these Sgnificant investments made in preparedness and planning, snce
April 2003 Save the Children has carried out programsin five governoratesin the
Upper and Lower South regions of Irag. With funding from OFDA (Water/Sanitation,
Hedth, Nutrition, Shelter), USAID (Community Action Program), UNICEF (Child
Protection Assessments, Summer Camps), World Food Program (Food Distribution to
IDPs), IOM (IDP registration) and SC Alliance partners (Child Protection, Education,
School Rehabilitation) SC continues to be an active implementing agency.

JNEPI Expected Results

1. Strengthen coordination of NGO assessment and planning activitiesin the
region

Initial perceptions of INEPI as a coordination agency was met with trepidation by
NGOs in the region. However once JINEPI was able to find its niche and strengths
(such as dissemination of Sit reps detailing activities of operationa NGOs) by and
large these initid reactions disspated. INEPI staff continued to make the point that it
was not atempting to usurp traditiona coordination structures (UN-OCHA) but rather
was meant to complement these. In any event, “coordination of assessment and
planning activities” of the NGO community at large was not one of the main roles of
JNEPI. INEPI ended up receiving awarm reception from Kuwait NGOs who were
pleased to avail of INEPI security trainings and documents such as the Kuwait NGO
Handbook. The Kuwait NGO Handbook contained information on topics such as
relevant contact information, an introduction to the functions of the HOC, customs

and freight clearance, banking, NGO regidtration, insurance, cross-border movements,
communications, and security. The Kuwait NGO Handbook proved to be very useful
to NGOs who were arriving in Kuwait everyday en route to Irag.

2. Edtablish coherent NGO point of contact for inter-agency communication and
ligison

After adow gart due to delays in saffing up JINEPI and technical issues involved
with setting up anew officein Amman, INEPI ended up filling aussful role as a point
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of contact for NGOs. The Kuwait NGO handbook serves as a good example of a
sarvice that INEPI provided to the INGO community in Kuwait. NGOs who arrived
in Kuwait to set up operations, starting with SC in February 2003, had little or no
information regarding banking procedures, warehouse rentd, registration with the
Govt. of Kuwait, etc. INEPI’ s handbook served as a vauable resource for NGOs that
arrived after mid-April 2003.

3. Improved Information sharing and regular reporting within the NGO
community

The INEP! St reps were widdy referred to not only by the humanitarian community
but by otherswho smply had an interest as to what programs were unfolding in Irag.
The Security and CBRNE trainings were aso seen astimely and useful by INGO

participants.

4. Consortium members enabled to establish contingency staffing, systems and
resources in the region around Irag with provison of bridge funding

The bridge funding provided by INEPI was a key enabler of SC's ability to pre-
position emergency response staff around the region. SC/US used bridge funding to
establish a presence and operations in Kuwait. The Kuwait staff member established
relations with the HOC, UN agencies, and the OFDA/DART team, and attended
sectord coordination meetings. Based on the initiad invesment in establishing a base
in Kuwait, SC/US s entry into Umm Qasr firgt, and then Basra, and establishment of
initial programs was greetly facilitated. SC is il to this day usng the Kuwait office
asalogigtica support base for its ongoing programs in Basra and the lower South.

SC dso used bridge funding to establish a presence in Turkey. Although refugee
flows did not materidize, SC was well-positioned to respond to a humanitarian crisis
aong the Turkey-1rag border. Asfunding for the Emergency Coordinator was not
tied to a specific location, SC was able to rapidly move the staff member to Kuwait
where he joined the team and conducted activities such as organizing the distribution
of LPG cylindersto the families of Umm Qas.

Bridge funding alowed SC to send its headquarters-based Security Director to
Kuwait and then Irag in the initid days of access into the country. He conducted a
security assessment which then cleared the way for agency operationa staff to enter
and commence relief programs.

Findly, bridge funding was used for emergency communications supplies, which
enhanced the security of SC emergency response steff.
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WORLD VISION

Overview/Summary

The gtart up of World Vison's program occurred in 4 phases:
Pre-postioning and office sart up
Jordar/Syria program start up
Iraq Assessment process
Iraq Program start up

World Vison Pre-Postioning and office start up

In response to the crisis, WV undertook pre-assessmentsin Irag, Kuwait, Iran,
Turkey, Syriaand Jordan garting in October 2002. Early on in this period, WV
established ardief office in Amman, Jordan and further support officesin Larnaca,
Cyprus and Kuwait. The multiple office locations alowed flexibility to mobilize a
response into Iraq from avariety of fronts. It dso enabled effective co-ordination with
other agencies, UN, INGOs, locd partnersin these key locations. WV joined the
Joint NGO Preparedness Initiative (INEP!) in Amman from January 2003. INEPI
funding covered the expenses incurred by postioning of one staff member in Kuwait
(lan Ridley). lan provided largdly aliaison role (with the HOC and UN) and provided
apossible entry point in the event that WV started a program in the south. In the end
this did not occur and WV eventudly entered Iraq from the west (Jordan) and the
northwest (Syria).

WV established relationships with key partner agenciesin Turkey (Caritas Turkey),
Syria(MECC), Jordan (Red Crescent Jordan, Caritas Jordan, JECRaD) and Iraqg
(Caritas Irag) which together have extensive experience and loca contextud
knowledge and understanding of the region. Combined with WV’ sinternationa
experience of large scale rdief responses, internd relief systems, adherence to
internationd standards and availahility of private funds, aworking aliance was
formed.

World Vison, (WV) prepared to respond to this potentid criss through pre-
positioning of relief items throughout the region. Currently WV was actively engaged
through loca partners JECRaD and Red Crescent Jordan in supporting the “third
country nationas’ in the Al Rwashid camp on the JordarVlrag border.

By April 2003 WV had 15 expatriate staff working from Amman, Jordan and others
in Kuwalit, Syriaand Cyprus. 51 rdlief specidigts from within World Vison were on
standby for rapid deployment to the region to assst with assessments once access to
Iraq was declared secure for humanitarian agencies and implementation of subsequent
programs. 2 human resource specidists were working full time to recruit the 36
internationd staff required for the planned programs with WFP and IOM and
anticipated quick impact interventions.
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Jordan/Syria Program Start up

Jordan: Prior to the war, WV was one of the few NGO's with capacity to provide the
much needed GIK and equipment to support the establishment of the TNC camp on
the western border. By April 2003 WV had provided the TNC camp with acamp
kitchen, 2 DAF trucks and Non Food Items for 5000 people. This proved vauable to
the Jordanian Govt and the Jordanian Red Crescent. The Brindig arlift from the
Global Pre-postioning Unit was a demondration of the GPU's capabilities and of
WV's capacity to deliver what isneeded , when it is needed.

Syria: Aswasthe case in Jordan, WV was able to rise to the potentia refugees crisis
with high capacity and commitment. WV was able to use expertise and GPU stock to
make sure that the border camps where well stocked in the event of arefugee crisis.
When the refugee situation did not unfolded as expected this stock was able to be
moved into Irag to meet needs of IDPsin Mosul.

WYV assessment process and office set up in Iraq

WV focused its assessment effortsin Iraq initialy on the following broad sectors:
- emergency hedth (including water/sanitation),
shelter,
provison of food (in collaboration with WFP)
IDPs

In terms of assessment missions within the INEPI reporting period the first two
assessments took placein Al Rutba. Ton Von Zutphen and Dr Alni Farouga
implemented the April assessment. This assessment provided the springboard from
which al WV’s Al Rutba operations proceeded. Also on 15 - 17 May 2003, Debs
Harris, Al Dwyer and Vivian Manneh their made the firgt trip in to Rutba. Thislead to
the second assessment report and the establishment of Al Rutba program office. In
May 2003 WV established an office in Al Rutbathat was funded by INEPI. Vivian
Manneh was the program coordinator at the time. John Sdibi succeeded her in July
2003.

JNEPI funded aso support the first assessment missonsto Mosul. Ashraf Y acoub
implemented the firgt of these by road via Baghdad and smultaneoudy from the
Syrian border by Doris Knochd. The four met up in Mosul on around 1 May 2003.
On 3 May 03 Margaret Chilcott, James East and James Addis departed Amman by
road through Syria arriving in Erbil on 5 May 03. The team worked from Erbil in the
beginning as snce security in Mosul was conddered dubious. First overnight saysin
Mosul from 15 May 03 - at the Ninevah Palace Hotdl.

On 27 May, Carol Hawthorne, Patrick Bouchebel and Debs Harris flew into Erhbil
from Kuwait and joined the Mosul team. At this slage WV was 4till operating from
the Ninevah Palace Hotel in Mosul. Based upon assessment data the team was
planning projects with KOICA and OFDA at thetime. Debs Harris represented WV
at Child Protection workshop in Erbil with al the UNICEF partners on May 29-30th.
Thisfinalized WV sgning of the child protection cooperdtive agreement. As part of
WV GFProle, the IOM IDP regigration underway with under Marg Chilcott
coordination. WFP negotiations were dso underway with Al Dwyer.
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On Saturday 3 June 03 we moved from the Ninevah Palace Hotd to establish the
Mosul program new office/ team house. This office set up was funded by JNEPI.
Initidly staff lived upstairs and worked downdtairs It was fortuitous for us that WV
was able to move at that time. The owner of the Ninevah Paace Hotd was murdered
just before we moved out. WV stopped using the hotdl afterwards asit was said that
foreigners were not welcome there. The ability to open the Mosul office (with INEPI
funding) was criticd to enabling WV to maintain presencein Mosul a that time. In
June WV secured a new ste for the team housing and the origind office was
expanded to both floors.

World Vision has sought aflexible gpproach to both the emerging needsin Iraq and
congtraints of responding to those needs, in order to build an effective and gppropriate
programme. Though the terms of the agreement were written with the best
information available a the time, there has been an evolving program that has

diverged somewhat from origina plans. Asorigindly proposed WV has launched a
series of assessment missionsinto Irag from an operationa base in a neighboring
country.

Early on in the project period, the main focus of WV operations shifted to include
Ninewa and Anbar Governorates, this was due to WV accepting the role of
Governorate Focd Point for IDPswith IOM and ongoing negotiations with WFP. The
Anbar programme initidly emerged as WV sought to address unmet needsin Al
Rutbatown. WV's Ninewa/Anbar focus of operations was further consolidated with
WV's assgned areain the current UNICEF led nationwide child protection
assessment.

While some expenditure was incurred in setting up atemporary office/presencein
Kuwait, thislocation decreased in viability given the geographical areas of focus for
WV in the North and West parts of Irag. Instead, the existing WV office in Amman
was sgnificantly scaled up to support operations and assessment missionsinto both
Al Rutbaand Mosul. WV has dso established an office in Mosul and Al Rutbato
support programs and ongoing assessment missions.

World Vison'sIrag Program

Main program focus of WV’s program in Iraq has been school rehabilitation, water
and sanitation projects, provison of medical supplies and regigration of IDPs and
then provison of relief itemsto IDPs. World Vision has become the key focus for
rehabilitation of 191 schools, water and sanitation projectsin rurd areas, provision of
medica supplies to hospitals and PHC dinics, regidration of internaly displaced
persons and then provision of relief itemsto IDPs. WV isthe United Nations
Governorate Focd Point (GFP) for UNICEF, WFP and IOM (United Nations
International Organisation for Migration) in Ninewa Govenorate. This means that
World Vison have become the UN'’slead agency in working with the 31,000 IDPsin
the Ninewa and for Child Protection. WV worksin school rehabilitation is proving to
be on time, on budget and to a higher qudity than other NGOs working in Ninewa
and Al Rutba. WV are currently exploring the options to expand of schools water and
sanitation work into generd rurd water and sanitation programs, using the remaining
OFDA funding and possible ECHO/German Government funding. At this moment in
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time, WV isthe only till based in Ninewa. All other NGO's have removed their Saff
due to security concerns, and are making day trips from Erbil to work in Ninewa The
reason behind WV's ahility to continue to working in such conditionsis thet the
community vaues the work we are doing, we have maintained alow profile working
mainly through loca staff rather than expats, and we have excdlent security advice
from our security officer and the local Saff.

JNEPI Expected Results

Strengthen coordination of NGO assessment and planning activitiesin the
region.

WV needs assessmentsin Al Rutba and Mosul were funded by JNEPI. The results of
these assessments dlow WV to start a program in both locations. The assessment
results were shared with OFDA, IOM, KOICA, INEPI and UNICEF, who were dl
WV partnersthetime. Meetings were attend in Erbil and Kuwait by WV saff

Established coherent NGO point of contact for inter-agency communication and

liaison.

JNEPI provided WV and other NGO’ s iin the region with practica information,
assessment data, expert briefings, peciaized workshops and advice on logigtics.
JINEPI can dso acted as aforum for exchange of information and where agencies
could make their needs known. The types of services INEPI provided to NGO's
included:

Situation reports on humanitarian scenarios and planning activities

Country fact sheets, including logistical considerations for operational set-up
Contact information for other NGO's and 10s

Assessment documents

Expert briefings and briefing papers

Training and workshops

Comprehensive website with details of the above items

Improved information sharing and regular reporting within the NGO
community

The stand out success in terms of information sharing was the website and twice
weekly stuation report produced by Rache Dungar, Communications officer. Both of
these services were widdy used within WV and by other NGO’ s in the region.

Consortium member s enabled to establish adequate contingency staffing,
systems, and resourcesin theregion around Iraq with the provison of bridge
funding.

INEPI bridge funding was criticd in dlowing World Vison to start up to new
offices, onein Mosul and onein Al Rutba. Funding was aso used for positioning key
gaff in Kuwait, Syriaand Jordan giving World Vigon flexibility to choose the most
gppropriate entry point. The multiple assessment missions during the start- up phase,
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dlowed World Vison to identify priority sectors and potentid office locations. The
data gathered during INEPI funded assessment missions was used by World Vison to
design and implement the only il interventions with KOICA and OFDA.

Positive aspects of INEM!:
JNEPI helped to fill a coordination gap that existed for the NGO
community
Establishment of website as an information hub/publication of the NGO
handbook
Donor flexibility in responding to changing NGO needs on the ground
(location of offices, proposed assessments, etc.) A mechaniam to
coordinate between mgor INGOs was tried; such mechanismswill come
up again and again in the future
In principle each of the participating agencies contributed with personnel
JINEF facilitated the information exchange on preparedness for the Irag
crigswith the US government

Negatlve aspects of INEPI:
Lack of follow-up, trandtion to other coordinating body following disbanding
of INEPI
Perception as a U.S.-centric coordinating body did not help to foster relations
with European NGOs
Quedtions of effectiveness of INEP! in liaising with the HOC? (thisisa
perception only, and may need to be validated)
The INEP! driversin Washington DC did not enough take into consideration
the views of thar gaff in Amman which led to serious flawsin esablishing
JINEPI's office
Theinfo exchange (in writing in particular) on preparedness between JNEPI
members remained mediocre throughout; perhaps with the exception of Mercy
Corps
JNEPI complicated the info exchange on preparedness with other INGOs, UN
and bilatera funders, because it was seen as US-initiated, funded, and
therefore perhaps impartial
JNEPI membersin the field and in Washington never clarified the aspect
whether INEPI could move from preparedness and pre- positioning toward
implementing work insde Irag. When Iraq became accessible, members
interest had faded; INEP!I was then driven by its aff on the ground in Amman
and in Baghdad.
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